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. SYSTEM IMPROVEMENT PLAN NARRATIVE

1. Local Planning Bodies

Imperial County’s Children and Family Services and the Probation Department would
like to thank all of the participants who collaborated on the Peer Quality Case Review
(PQCR), County Self-Assessment (CSA) and the System Improvement Plan (SIP).
Their work, commitment and expertise have contributed greatly to this countywide
endeavor, The CSA involved key members of the community, including representatives
from Imperial County Behavioral Health, Court Appointed Special Advocates, Quechan
Tribal Services, the Foster Parent Association, the Child Abuse Prevention Council,
CalWORKS, the Public Child Welfare Training Academy, Current and Former Foster
Youth, Imperial County Office of Education, Parent Leadership Members, Juvenile
Presiding Judge and Attorneys, the Interagency Steering Committee, the Independent
Living Program, and the Public Health Department. These community partners aiso
participated in the SIP process and will continue to have a role in fulfilling the SIP goals.
Children and Family Services and the Probation Department worked closely throughout
both the CSA and SIP process and continue fo collaborate to best serve the children

and youth of Imperial County.
SIP Team Members

Children and Family Services
Kelley Sanchez

Mickey Castro

Winn McFadden

Hilda Baeza

Sonia Villafana

Probation Department
Gloria Munoz

Imperial County Behavioral Health-PACT
Leticia Plancarte

Imperial County Office of Education
Amanda Occhiuto

Imperial Valley Regional Occupational Program
~Accessing Careers through Education
(IVROP-ACE)

Luis Torres

4

County Licensing
Angelica Duenas

County Adoptions/iLP
Coordinator
Cassandra Gregory

Child Abuse Prevention Council
Yvefte Garcia

County Counsel
Michael Rood

Juvenile Presiding Judge
Juan Ulloa

Quechan Tribal Services
Marilyn Swafford
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2. Findings that Support Qualitative Change

In collaboration with the California Depattment of Social Services (CDSS), the County
reviewed its findings from both the CSA and the Peer Quality Case Review (PQCR) in
order to establish what areas the SIP needed to focus. During the CSA, the Imperial
County CSA Team, comprised of Child Welfare and Probation staff, decided to conduct
a series of community forums and CSA guestionnaires. Over 100 invitations and
guestionnaires were sent out to community partners and service providers. Twenty six
agencies participated in the community forums and/or provided feedback on the CSA
questionnaires. The overall consensus of the community agencies was that there is a
need for some sort of aftercare program for families exiting the Child Welfare and
Probation systems. The County will be addressing the issue of an aftercare program by
assigning existing Child Welfare Social Workers to provide 3 months of aftercare
services to families once their child welfare case has been dismissed by the court.

The secondary concern from community agencies was that there are not enough
services (substance abuse, counseling, etc.) available to families in Imperial County.
Due to limited funds, neither Department is able to contract with outside agencies to
provide the additional services needed in Imperial County. However, the Imperial
County Blue Ribbon Commission has created a subcommittee to look into what services
are available in our County and what services we need. In addition, imperial County
hopes to implement the Wraparound program in late 2009. Due fo budgst issues,
imperiat County was not able o implement the Wraparound program in 2009 as
previously expected. Implementation of the Wraparound program in Imperial County is
currently scheduled for May 2010. The County has received continuous assistance from
CDSS through trainings and teleconferences in order to move forward with
implemeniation of the Wraparound program.

During the PQCR, Children and Family Services focused on the theme of re-entry into
foster care and Probation focused on transitioning youth to adulthood. Child welfare
staff feit that the major contributing factor to re-entry is parental substance abuse. Staff
felt that without an aftercare program or supportive services for parents in recovery, the
chances of relapse and re-entry into foster care increases. Probation officers identified
the need to deliver independent Living Program (ILP) services in a timely manner and
the lack of transitional housing for youth aging out of foster care. One identified theme
that contributes to these needs is the lack of coordination with the County ILP
Coordinator. The participants felt that the common factors contributing to re-entry and
transitioning youth o aduithood were the lack of available and accessible client services
for both the probation and child welfare populations and the high social worker and
probation caseloads.

Also, during the PQCR, surveys were conducted with biological parents and foster
youth to determine what they thought about child welfare services and the probation
department and the services that they receive. Ten biological parents and fifteen foster
youth completed surveys. Biological parents were in agreement with the community
agencies, stating that there is a need for more services in Imperial County for parents.
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Foster youth expressed the need for family counseling and more foliow-up from the
Social Workers once the family reunifies. The County will be addressing the issue of
family counseling by having the children attend family collaborative sessions with their
parents provided by Behavioral Health through the Parents and Children Together
(PACT) program. Due (o budget issues, effective July 1, 2009 the contract with the
Behavioral Health PACT program was terminated; therefore these family collaborative
sessions are no longer taking place.

SUMMARY ASSESSMENT
A. System Strengths and Areas Needing Improvement

imperial County’s Department of Children and Family Services and the Probation
Department continue to strive to do well on all of the C-CFSR outcomes; however
through the PQCR and CSA Community Forums, the Departments have identified a few
outcomes as needing improvement. The four areas for the CSA that Children and
Family Services decided to focus improvement efforts on are, Timely Social Worker
Response/Contact, Foster Care Re-eniry, Finalizing Adoptions within 24 months, and
Placement Stability. The Probation Department will be focusing improvement efforts on
Youth Transitioning to Adulthood. This is Imperial County's second tri-annual review
and although a couple of the focus areas were on our last SIP, they continue to be
problem areas for Imperial County and therefore will be addressed again on the current
SIP in collaboration with CDSS.

Children are, first and foremost, protected from abuse and neglect

Through the implementation of the PACT program and the collaboration with the
CalWORKS Linkages program, Imperial County Department of Children and Family
Services has improved significantly in this outcome area. Although imperial County has
not identified this as a focus area for the current SIP, the Department will continue to
work towards meeting and surpassing the federal standard for this measure. Due to
budget issues, effective July 1, 2009 the contract with the Behavioral Health PACT
program was terminated; however, the Repartment continues o collaborate with the
CalWORKS Linkages program (o provide services 1o qualifying families.

Children are maintained safely in their homes whenever possible and appropriate
tmperial County has identified Timely Social Worker Response/Contact as one of the
four outcomes to be addressed in Imperial County’s next SIP. This area was discussed
during the PQCR, at the CSA Community Forums and on the Parent/Foster Youth
Surveys. The recurring issues regarding Timely Response/Contact were:

¢ The need for increased communication.

¢ The need for timely response to phone calis.

¢ The need for a policy regarding response time for phone calis and follow through

by management.
e The need for foster youth to feel that they matter and are being heard.
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The Department has already implemented mandatory contact sheets to be filled out by
Social Workers in the field and turned in to clerical department for input into CWS/CMS
within 3 business days of the contact. The Department continues to develop policies
and procedures as needed to ensure proper response time for both
investigations/contacts and phone calis. Due 1o the implementation of these mandatory
contact sheets in March 2008, Imperial County has seen a 13.1% average increase in
compliance for Timely Social Worker Response/Contact. This can also be attributed to
imperial County acquiring Safe Measures, a data monitoring/tracking system, in March
20309 which has allowed the County to consistenily and accuraiely monitor staff
compliance with all performance ocutcomes.

Children have permanency and stability in their living situations without
increasing re-entry into foster care

Imperial County continues to have a high rate of reunification for our families, however
with this positive outcome the County’s rate of re-entry into foster care has also risen,
which has forced the Department to look closely at the quality of services being
provided to parents prior to reunification. Through the PQCR, CSA Community Forums
and Parent/Foster Youth surveys, both the community and the Departments identified
the need for an aftercare program and supportive services to be provided to both
children and families leaving Child Welfare Services and the Probation Department.
However, as of yet no agency has been identified to provide such services or support.
The Department wili continue its efforts to implement an aftercare program and
supportive services to families and will be addressing the issue of foster care re-entry in
the current County SIP. imperial County's aflercare program is still in the gevelopment
stage due 1o budget issues and the loss of specific programs ke PACT. On December
1, 2009, the Board of Supervisors approved a contract with Rite Track LLC 1o
implement an Evening Learing Center. The ELC will provide mentoring and tracking
services for those probation youth transitioning back from Foster Care. The meniors will
work closely with the youth and their Tamilies during the transition pericd, thus reducing
re~entry into Foster Care. They will also ensure that they track youth's progress if
erwolled in school or community ccllege. The passage of SB 81 and AB 181, required
probation departments to develop treatment programs/plans to deal with non-707(b)
youth offenders. The Youthful Offender Block Grant (YOBG) provided state funds to
local communities in order to implement effective continuum of response {o juvenile
crime and delinquency.

The family relationships and connections of the children served by Child Welfare
Services will be preserved, as appropriate

imperial County strives to place children in least restrictive settings as soon as possible
and continues to increase the rate of children placed in relative homes as a result of the
implementation of Emergency Relative Home Assessments and designating a social
worker to complete these requests. However, Imperial County continues to place
children in Betty Jo McNeece Receiving Home (BJMRH) when the relative home does
not pass the emergency assessment process and there are no available foster homes
for placement. The Department continues efforts to recruit new foster homes and
increase trainings provided to current foster parents to improve retention of existing
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foster homes. During the CSA Community Forums, participants identified the need for
more quality trainings for foster parents and more communication between foster
parents, children and social workers to address crises as they occur in order to prevent
failed placements. Through the use of CWSOIP funding that was recsived in 2008/08,
imperial County launched a massive foster parent recruitment campaign, which
included large billboards throughout the community, television spots on both cable and
local channels, newspaper advertisements, a link on the County website, flyers
distributed to local schools and a booth at all community health and information fairs.
Due to these increasead recrultment efforts, the County received a total of 28
applications for fiscal vear 2008/09, which resulted in the licensing of 17 more foster
family homes.

Imperial County currently falls below both the state average and federal standard in
regards to finalizing adoptions and will be addressing this issue on the County’s current
SIP. The Department has two social workers assigned to handie all adoptions including
adoptive home assessments, finalizing adoptions and providing services through the
Adoptions Assistance Program (AAP). One of the factors affecting our rate of finalizing
adoptions is the timely completion of adoptive home assessments. However, the
Department has recently hired a Masters carrying social worker to handie all Adoptive
Home Assessments, which will allow the other two adoptions social workers to focus on
finalizing adoptions. The Department unexpectedly lost our Masters carrying social
worker in April 2008; therefere the two Adoptions social workers were re-assigned this
task. However, in August 2009 the Department assigned a Masters of Social Work
intern to assist in completing adoptive home assessments.

Youth emancipating from foster care are prepared to transition to aduithood
The Department of Children and Family Services currently contracts with the imperial
Valley Regional Occupational Program (IVROP) — Accessing Careers through
Education (ACE) program to provide ILP services to foster and probation youth
transitioning to adulthood. Foster youth who participated in the Foster Youth survey
during the CSA process indicated that they were happy with the services they were
being provided through ACE and in fact felt that their ACE workers were very attentive
and cared what happened to them. During the CSA Community Forums, participants
identified a need for more communication between the ACE worker, youth and social
worker/probation officer in order to address issues as they arise and give the foster
youth a voice and avenue of expression. Due to budget issues, imperial County has had
to cut about 2/3 of the contracted ILP services through IVROP-ACE.

B. PQCR

The 2008 Imperial County Peer Quality Case Review (PQCR) process involved
collaboration between the Probation Department and the Department of Children and
Family Services and focused on the theme of re-entry into foster care for Child Welfare
and transitioning youth to adulthood for Probation. In addition to the interviewing of
Social Workers and Deputy Probation Officers, focus groups were held involving Social
Worker Supervisors, Attorneys, Judges and Parents. The results indicate that the
participants were engaged successfully in the PQCR process and were passionate
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about the need to improve and strengthen Juvenile Probation and Child Welfare
Services, especially in the area of re-entry into Foster Care and youth transitioning to
adulthood.

Imperial County Department of Children and Family Services reunifies at a higher rate
than both the state average and the federal standard, yet continuously has a higher rate
of re-entry into foster care as well. The major contributing factor to re-entry is parental
substance abuse. Although the parents may complete substance abuse treatment
programs and reunify with their children, relapse is a known factor in recovery. Without
an aftercare program or supportive services for parents in recovery, the chances of
relapse and re-entry into foster care increase.

During the PQCR, the participants felt that the common factors contributing to re-entry
and transitioning youth to adulthood were the lack of available and accessible client
services to both the probation and child welfare populations and the high social worker
and probation caseloads. Department staff identified the need to provide or develop
support to parents in some form or another. Time frames were also seen as critical to
the completion of case plan activities and impact on re-entry into foster care. According
to Department staff, it is not uncommon for families to reunite with only partially
completed activities, due to inflexible legal timeframes or pressure from the Department
or courts to reunify families within 6 to 12 months. It was expressed that without clients
demonstrating behavioral change, they would likely return to the child welfare system.
Probation Officers identified the need to deliver ILP services in a timely manner and the
lack of transitional housing for those youth aging out of foster care. Another major
theme from Probation was the lack of coordination with the County ILP Coordinator.

Imperial County’s PQCR revealed valuable ideas regarding the Departments’
processes, case practice and services provided to families. This information, together
with the feedback received through the County Self-Assessment (CSA), will provide
direction as Imperial County Department of Children and Family Services and the
Probation Department develop their next System Improvement Plan (SIP) in partnership
with CDSS.
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IMPERIAL COUNTY CHILDREN AND FAMILY SERVICES
SYSTEM IMPROVEMENT PLAN
2009/2010 PROPOSED CWSOIP EXPENDITURES

According to County Fiscal Letter 09/10-14, issued on October 7, 2009, Imperial County
Children and Family Services received a total CWSOIP GF Allocation of $64 482 and the
Probation Department receivad a total CWSOIP GF Allocation of $10,000. The tots! revisad
fiscal year 2000-2010 CWIOIP GF Allocation was 564,482,

Children and Family Services will utilize their allocation 1o meet the following cutcome
MEeasures:
1. Re-entry into Foster Care/Recurrence of Maltreatment/Placement Stability
a. Provide additional fraining for children in out-of-home placement,
parents, foster parents and relative caregivers to address addictive
behaviors and attachment/separation/loss issues.
b. Purchase and distribute literature and promoetional items for
resource family recruitment activities.
Create advertisements for recruliment of resource families
{(Newspaper, Television, Radio, Pamphleis, elc.)
da. Develop and provide training for children to assist with placement
stapility, specifically targeting pre-teens and feenagers with
@mphas?g on seif-esteem issues,
¢, Purchase digital cameras and printers o be utilized for training
actw“um for chitdren in out of home placement {o promote
placement stabiil ‘f‘y
f. Purchase personalized duffel bags with personal care kit included,
to be provided to all children entering a placement in out of home
care to promote placement stability.
Z. Permanency
a. Research and acquire family search software o be utilized for
mandatory due diligence efforts.
3. Safety
a. Cresie a community resource pamphlet to be distributed to families
as a guide to what services are avaliable. These would be utilized
for both prevention and infervention purposes.

o

Probation will utilize their allocation to meet the following outcome measures:
1. Reunificalion Services
a. Reimbursing parents for méieaqa o vish children in rgiaﬁ@"ﬁmf
and participate in family counseling sessions at the placement.
Z. Safety and Permanency
a. After hours Probation coverage to respond (o emergency and
crisis situations that occur cutside of regular business hours.
0. Purchase alrline lickets, assist with deposit for transitional housing
for youth attending college, vocational fraining or universities.

38 Imperial County System Improvement Plan
March 2009



